
IM vi exlpmo 4m in P ame M~on of dwa t.hdor
md do not hcewarIy refl ct Moe vW, of dhe
Dlparbrmt of Defewe or uay of its apemio. This

l docant may mot b te~um for opm publMim unti
it had bee. deued by dw. appropritea ntiitary wwei or
IRD" meflt £p-y.

21 liovew 1976

OG%%1ZATIWAL DEVELOD(Ufl:

,%i AVAILaBL_ 3V, IEf STPh TEGY

BY

LIEUTEuJT COLONEL (P) JOHN H. COOK

TRANSPORTATION CORPS ,'

C C,

CORRESPONDING COURSE

US ARMY WAR COLLEGE, CARLISLE BARRACKS, PENNSYLVANIA

A for p" dlublic releaseIdistribution unlimited.



AN w

THIS DOCU MENT IS BEST

QUALITY AVAILABLE. THt COPY

FURNISHED TO DTIC CONTAINED

A SIGNIFICANT NUMBER OF

", > H S.WlI"_. DO NOT

REPRODUCED FROM
BEST AVAILABLE COPY



SECURITY CLASSIF'ICATION OF THIS PAGE D..~ REntNTUCIN

REPORT DOCUMENTATION PA,. BEFORE COKPLETt1NG FORM

maaemn staey COTO6N IENAEADADES1. PROMN G.REPORT NUMBE

7. AUTOR(&) . CLASSCTRGAT DONUMBR(&IN

I. DISTRMUIN STGNATN (oME AND. ADRES0RGALMETRJCTS

Apprve fr pCle eles;dsrbto niie

17. CONTROLLINGI OFFICEME AoD ADDES 12.~.c REPORT. InBok0,IAT6eel ro eoI

Sm SUP.LNMENEAROFPAGES

19.KE WODS(Co1 .oo ecr~i*I. I r.C.S~y id *oi~ybyblok ~crb 26

tAtphve eorve fulcrmlehavioralstcieneonudyimandreach Teognztia

deelp. n approachIO iTTM Nv f(olvsa ftdI lbcael plane and managedn effor toguide

and utiiz huma(Ct-. n resources itn- amanerb locka niiul aemtvtdt

Ortoadorganizational petioceve ast amnsofiving nztiron goaltes

The techniques and strategies to be followed are deter-mined through continual

r.diagnosis of the prevailing circumstances. 'Che use of trained consultants

DD I J47 1473 EDITION OF f NOYV6515I OBSOLETE

- - - ~AL QUA .T FICATfOR OF T1412 PAGE (UWiwo Deis Ernis



ITY CLASSIFICATION OF TrIl PAGK(Wh~m Dw. Zutt-I

greatly facilitates the identificatioroorganizatonaI problems and the

subsequent action planning to intervene in resolving problems. The major

conclusions of the study are:

(1) Organizational development has evolved from society's progressively

increasing concern for the welfare of the worker as well as from industry's

continual efforts to improve worker productivity.

(2) Organizational development is beneficial for some organizations under

certain conditions; it does have application within the Department of Defense

(DOD), both at the troop unit level and within a Headquarters. Organizational

development also has limitations and thus should remain as an available

management strategy for the leader to consider.

(3) To enhance the probability of success in applying the organizational

development concept, the use of trained facilitators is essential. Success

will also be determined by the degree of consistency between the top management

philosophy and the underlying theory that supports the organizational development

concept.

Research, lectures, interview-, and personal participation in organizational

development efforts were utilized in the preparation of this paper.
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Organizational development is concerned with
improving organization effectiveness through the
introduction of a number of concepts, techniques,
and strategies that have evolved from behavioral
science study and research. The organizational

development approach involves a deliberately
planned and managed effort to guide and utilize
human resources in a manner so that individuals
are motivated to work toward organizational
cbjectives as a means of achieving their own aals.

The techniaues and strategies to be followed are
determined through continual diagnosis of the
prevailing circumstances. The use of traine;

consultants greatly facil ates the identification
of organizational problems nd the subsequent
action planning tn intervene in resolvina p-oblems.
The major conclusions of the tudy are:

(1) Organizational development has evolved from
society's progressively increasing concern for the
welfare of the worker as well as from industry's

continual efforts to improve worker p'c,'

(2) Organizational development is benefical for
some organizations under certain conditions; it does
have application within the DeFartment of Defense
(DOD), both at the troop unit level and within a
Headquarters. Organizational development also has
limitations and thus should remain as an available

-anagement scrategy for the leader tc consider.

(3) To enhance the probability of success inj applying the organizational development concept,

Sthe use of trained facilitators is essential. Success

will also be determined by the deoree of consistency
between the top manacement philosophy and the under-
lyin n theory that supports the organizational develop-
ment concept.
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Research, lectures, interv;iews, and personal
participation in organizational developm~ent efforts
were utilized in the preparation of this paper.
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ORGANIZATIONAL DEVELOPMENT: AN AVAILABLE
MANAGEMENT STRATEGY

The term "organizational development" first emerged

in managerial writings less than two decades ago. It

has since been us-d widely, and often loosely, in both

the literature of manaoement as well as hy different

indivi& -1s who describe its application. While the

term remains anything but precise, most definitions

currently in use agree in substance that organizational

development--OD, for short--is "a planned, managed,

systematic process to change the culture, systems,

and behavior of an organization, in order to improve

the organization's effectiveness in solving its problems

1
and achieving its objectives." Presumably because Or

connotes a wide variety of approaches and functions with

a basic strategy aim of organizational improvement, the

Army has adopted usage of the term "Orcanizational

Effectiveness" or OE.

THE OD CONCEPT

Peter Drucker has indicated that making effective

decisions is one of the most important concerns of top
; 3

management. The decision itself and certainly the

decision making process utilized, will be a reflection

of the management philosophy which prevails in the
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organization. In order for the manager to understand

the OD concept and to evaluate it as a possible manage-

ment strategy to adopt, it is necessary to review briefly

the assumptions supporting management theories. McGregor

describes "Theory X" as the traditional view of direction

and control wherein authcrity is the central indispensable

4
means of managerial control. Most of the other principles

of organization, such as unity of command, staff and

line, span of control, etc., are directly derived from

this authoritorian model. In the military environment,

these principles have not only been the basis for its

organization, but authority is enforceable through a

wide range of available administrative, non judical,

as well as courts-martial processes. At the core of any

theory concerning the management of human resources are

assumptions about human behavior and motivation. Under

Theory X, the implicit assumptions about human behavior

may be summarized as follows: (1) because the average

human being has an inherent dislike of work and will avoid

it if he can, most people must be coerced, controlled,

directed, and threatened with punishment in order to

achieve organizational objectives, and (2) the average

human being prefers to be directed, wishes to avoid

responsibility, has little ambitions, and wants security

~5
above all.
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Some of the most troublesome prob] errs in managing

human resources have been directly traceable to over

reliance on authority. Consequently, the human relations

movement started some forty years ago as an inquiry into

how people in organizations do behave, not should behave.

The classical Hawthorne studies reported by Roethlisberger

and Dickson in Management and the 6orker (1 lC) revealed

a very complicated and different phenomenon existed in
I

tne industrial setting, calling for a new conception of

collaboration and leadership. In short, the view emerged

that the social structure of any particular company

determines the attitudes, feelings, and sentiments

concerning duties and obligations, all of which affect

the kind of collaboration and commanication expected of

management as well as the kind of behavior that can be

txpected fio- other:. Subsequent behavioral 9cience

research led to the formulation of vastly different

management assumptions than those reflected under Theory X.

In summary, McGregor' c "Theory Y" assumptions view

individuals: (1) as having initiative to work, (2)

as having the ability to make and carry out decisions

in work, (3) as learning not only to accept but to seek

responsibility, (4) as exercising self-direction and

L_

V



self-control in the service of objectives to which

committed, and (5) as deriving satisfaction of ego

from the achievement of the commitment to organizational

7
objectives.

While Theory X assumptions are deeply en3rained

based on widely prevalent and successful use of the

authoritarian model over time, socialogical changes

have and are occurring which challenge both their validity

ond usefulness. Many managers recognize that if the

assumptions supporting Theory Y are valid, opportunities

exist to create conditions that wujld enable imcroved

effectiveness to be attained through tapping the

unrealized potential of human resources. Thus the OD

concept evolved based largely on the assumptions supporting

the Theory Y management philosophv. The prevailing

emphasis of OD is not so much on what is done, but how

it is done and the underlying rationale for doin it

that way. While OD does not deny that authority is an

appropriate means for control under certain conditions,

the main thrust of the OD effort is to create an environ-

ment which will encourage commitment to organization
E

objectives by providing opportunities for the exercise

i of involvement, initiative, and ingenuity in achieving

them. In applying this concept, the management stratecy

I'4



recognizes that both individual motivation and the

informal social relationships that develop within an

organization modify the formal structure and influence
8

organizational effectiveness.

In evaluating the relationship between individual

motivation and work, there appears to be general agree-

ment among behavioral scientists which relates in one

form or another to Abraham Maslow's hierarchy-of-needs

concept. According tc Maslow, we are all motivated by

a number of basic needs, which can roughly be categorized

into physiological needs, secuiLty needs, social needs,

ego needs, and self-actualization needs. The hierarchy

means that the needs on lower levels are active motivators

only until they are reasonably satisfied; then the next

higher level need takes over. While a satisfied need is

not an active motivator any longer, man is a wanting

animal and there will always be a hicher need to take
9

its place. An interesting phenomonen emerges when

applying the converse situation to this view. Namely,

when man's needs are thwarted, he behaves in ways which

tend to defeat organizational objectives: he becomes

resistant, antagonistic, uncooperative. According to

10
McGregor, such behavior is a consequence, not a cause.

}5



Now that the framework or theory from which OD

evolved has been established, further comment can be

made concerning the definition of OD. A common thread

binding all definitions of OD emphasizes that it is a

planned process to improve the functioning and effective-

ness of the organization. French and Bell stress that

CD is "a long-range effort to improve an organization's

problem-solving and renewal processes, particularly

throuch a more effective and collaborative management

11
of organization culture." Every organization has its

own unique ,ult're, which rrovides an indicator of the

climate or health of the organization. The term "culture"

used in this sense, refers to "prevailing patterns of

activities, interactions, norms, sentiments, (includinc

12
feelings), attitudes, values, and products." To

change the culture means to cnange the system of beliefs

and values of the crganization and to inteqrdte individual

goals with organizational objectives. Traditionally, the

cultural element of an orcanization's entity is not fully

recognized or examined, as it is the hidden or suppressed

domain of the infcr- al system which is, none the less,

omn resent. Therefore, Le work situation must also be

viewed as a social system in order for the manager to be

perceptive in recognizinq and satisfying man's social

Y



needs in ways which tend to reinforce organizational A

objectives. By "system' is meant something which must

be considered as a whole because each part bears a

relationship of interdependence to every other part.

THE OD PROCESS

This section will describe the OD process and a few

of the techniques whose objectives are to make progress

in applying the OD concept and theory to practice. As

previously indicated, OD evolved as a result of change

in views gained from studies and research in the behavior

sciences. The OD concept recognizes that change is

continuous, and that management's biggest challege is

the successful introduction of needed change into the

organization. Thus, paramount recognition is given to

the idea that an organization is not a static entity,

and if it is to survive and prosper with efficiency, it

must cope with ever. dramatic changes impacting from both

the external environment and within its formal and informal

structures.

The OD process is in many respects not unlike the

"Estimate of the Situation" so familiar tD military

Ieaders. The CD emrhasis is on q a setting (define

the cbjective) and the gathering of information concerning

7
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the available resources and existing relationships

(facts bearing on the situation) in order tc delermine

the needed intervention (selected course of action) to

insure organization effectiveness in completing the

tasks (mission accomplishment). Thus, goal setting is

not only linked with the problem-solving process, but

the success of any developmental effort of an organization

may be guagpd from tbe emphasis given to the quantity

and quality of the goals it sets. More important,

however, is that the degree of effectiveness in achieve-

ment of the goals depends, to a large extent, ,ipon the

degree of commitment to the goals by the people in the

organization who mast achieve them. One of the most

pronounced values ot OD is recognition that people are

more committed to achieving goals if they had a voice in

establishing them. Participation (involvement of people)

becomes a key consideration.

Another element of the OD process which precedes,

happens concurrently with and subsequently to the

introduction of OD intervention techniques, is the

need to make a thorough and continuous diagnosis of the

organization. The primary purpose of the diagnosis is

to identify and treat the cause (the existing issues and

problems), not the symptoms that often mask the real issues.

5,8



This assessment is particularly critical so as to

minimize the probability of introducing unneeded change,

which can be severely disruptive and counter-productive.

With respect to collecting data, a number of techniques

are available and include interview, use of questionnaires,

and direct observation in work situations, to include

staff meetings and other group sensing (problem identi-

fication-solving) sessions. The methods chosen, as well

as how and who conducts the diagnosis, depend upon the

prevailing circumstances: the time and resources

available, the skill level of supervisors, and the needs

of the organization.

At this stage in examing the OD process, a number of

unresolved questions and issues start to emerge. For

instance, a major controversy in the OD field is whether

or not the CD specialist must be a part of the organization

or external to it. There is even disagreement over

14
whether a specialist is needed at all. Most OD

organizations do utilize an "OD Specialist" or "Third

Party" to observe, analyze, and to "feedback" observations

to aid groups and individuals in improving the communication

processes. Other unresolved questions pertain to the

role of management and whether the CD effort should be

organization wide or undertaken only within those

9



organizational units that ask for OD intervention.

Beckhard includes in his primary definition of OD

the stipulation that the effort must be "organization-

15
wide and managed from the top." In the military

environment, a comment that traditionally has been

expressed is that "leadership begins at the too".

This suggests the very critical role of the commander's

position and his commitment to activities. Blake, the

codeveloper of the Managerial Grid, one of the most

widely used OD approaches, not only provides for top-

management commitment but requires top management's

16
active participation in the effort. On the other .,and,

Grid OD is designed to be implemented without the use

of any third parties; however, Grid OD sperialists do

provide face-to-face contributions at key points throughout

17
the six-phase sequence.

While the analysis of the organizational environment

iq a multidimensional and on-going undertaking, this

diagnnsis qhould provide the basis for determining the

intervention (planned change) needed, and possible

techniques that could be adopted to improve the effective-

ness and overall functioning of the organization. There

are many techniques used to facilitate the OD process,

and to attempt to describe and evaluate each is beyond

10



the scope of this paper. Rather, a few of the common

techniques having application to a wide range of

organizational situations will be identified in order

to highlight the focus or thrust of the OD process.

The existing needs of the organization determine the

specific strategies to be followed. For instance,

the interventions planned and managed to deal with

conflict resolution within one division may not Lear

a close relation to interventions needed to cope with

other internal situations which can be identified as

restraining efficiency in operations. On the other

hand, team building efforts may be the focus at more

than one level in order to facilitate group functioning

and to improve coordination and the flow of information

between organizational levels. Thus, interventions may

be of a technical, administrative or social nature;

frequently, techniques are used in conjunction with each

other. While the preceding suggests the broaden scope of

the CD effort, the key to understanding the OD approach

nevertheless is in the involvement of people within the

organization in carrying out activities. For this reason,

the main focus of OD has always been on the process of

ScommunIcatIom5 and stratenies used in social interventions.

OD efforts start with the premise that free and open

I I I 11



communications is the key to organizational effectiveness.

This management approach recognizes the role and influence

of the group as a social unit and endeavors to create

an organizational culture wherein people support and

trust each other, and participate collaboratively in the

functioning of the organization.

The Managerial Grid 1 8 technique involving the use of

a Matrix having "concern for People" on the Y axis and

"concern for Production" on the X axis provides a six

phased process aimed to enable the manager to maximize

concern for both production and people. Grid OD is an

approach to improve the effectiveness of the entire

organization by properly managing its culture and should

be reviewed by anyone who wants to give serious consideration

to the OD process. Another basic intervention model which

encompasses most OD efforts and uses a consultant to assist

working groups is "action research". The action research

model consists of (i) a preliminary diagnosis, (2) data

gathering from the client group, (3) data feedback to the

client group, (4) data exploration by the client group,

19
(5) probelm diagnosis, (6) action planning, and (7) action.

Still another model is "Team Development" in which teams?

of co-workers engage in discussions to explore organizational
r

12
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behavior and operational problems. A consultant or

facilitator is normally utilized to clarify roles and

to aid in improving communications and interaction.

Participation and collaboration on various issues that

emerge serve to clarify misperceptions, stimulate feelings

of trust and mutual support, and modify behavior patterns

that are more conducive to achieving organizational goals

and objectives. Frequently, team building activities

are launched subsequent to sending supervisors off to a

management training workshop to gain self-awareness of

their own leadership behavior and the principles of

interpersonal relations.

The foregoing brief description of intervention

techniques and change methodologies has been general.

There is no condensed formula or standard operating

procedure to follow, and different authors use different

labels to describe similar developmental activities.

Regardless of the techniques utilized, the initial

intervention strategy concentrates on the informal

social system: the values, attitudes, feelings,

sentiments, group norms, and prevailinu patterns of

activities making up the culture and climate of the

organization. This is the domain where the major

impediments to organizational effectiveness prevail and
r1
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where opportunities reside for the OD manager. He

must activate the members of his organization, enabling

the,. to satisfy their needs by participating and

contributing to solving the needs of the organization.

If successful, a commitment emerges and true organizational

effectiveness will be achieved. Therefore, the need

for an evaluative study of the OD process and the

alternative approaches is emphasized in order for the

manager to first gain a clear understanding of what

OD is (and what it is not), and secondly, to acquire

a skill level in his leadership role for use of Lne

OD strategy.

APPLICATION OF OD WITHIN DOD

OD applications have become increasingly evident in

many of the civilian institutions of our industrial

society. Since the primary overall objective of OD is

to improve organizational effectiveness, it would appear

that OD should be applicable to military organizations

as well. Critics quickly point out however, that the

autocratic leadership model best supports the military

environment and missions; that participative management

V - will rapidly erode those leadership prerogatives which

are essential for effective command and control. Certainly,

14
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the successful military leader might be highly skeptical

and in the end, opt to pass on OD. Yet many other

successful professionals will ponder the issue deliberately

and at least theoretically ask, "Is there a better way?"

Perhaps the enlightened leader who develops an appreciation

and understanding of OD following a challenging command

assignment might yearn "to do it all over again utilizing

OD." Several OD applications have been undertaken in

each of the military services. Unfortunately, no reliable

means presently exists to evaluate how extensive the

anrflications have been and more importantly, to evaluate

the results achieved. Currently, an Army-wide effort is

underway to train Organizational Effectiveness Staff

Officers and to monitor the reactions and perceptions

toward the use of the OESO in establishing OE programs

at the battalion level. Sufficient general officer interest

appears to prevail to at least get the OE program launched

on a sizeable scale.

The transition to an all volunteer Army may have

highlighted the need to modify leadership behavior styles.

The new soldier of the modern Army has more and better

education than before, brings higher expectations and

new attitudes that cut across racial lines. These social

trends produce youth who are seeking personal freedom,

15



more meaningful and challenging work, and who are less

likely to follow orders blindly. In essence, the attitude

of both those being lead and of society at large have

been altered significantl; CD (CE) may offer a manage-

ment strategy that preserves command and control while

treating and utilizing the soldier in a manner which

provides him with a meaningful job, responsibility,

recognition, and personal involvement in achieving the

organization's objectives.

An OD Application in the Field

An early application of OD in DOD involves a

logistical support unit in Germany in 1973. The 2nd

Movements Region was one of three almost identical

battalion equivalent organizations with traffic manage-

ment responsibility for geographical areas in Central

Europe. The 2nd Region zone included all of the area in

Germany West of the Rhine River, with the primary mission

for arranging line-haul transportation for over 100

customer units. All of the Army Depots, where shipments

originated for the movement of all classes of supplies,

including ammunition, to US Forces located throughout

Germany were major customers. The new commander made

an initial assessment of the unit's strenoths, weaknesses,

existina technical and managerial skill levels, and the

N- 16



diverse mission responsibilities. Based upon an

analysis and evaluation derived from personal interviews,

discussion, and group meetings during and subsequent

to the orientation period following assumption of

command, the need for and receptibility of an OD

management strategy were apparent.

The OD program began as a team development effort

in the Region Headquarters and one of its subordinated

operating units. It was launched withcut the aid of

outside consultants as none were available.

Initially, team development sessions were held daily

with staft officers and selected nun-;ommissicned

officers during the early training phase. The short

range goal was to establish a management team that

could effectively coordinate daily transportation

support requirements and efficiently allocate the

available transportation resources ir. a manner that

would be responsive to the ne-eds of each customrer.

The long-term change goals were to (1) improve

communication by removing barriers which causeC:

[ °information concerning poor-or non-responsi-: ; cformance

to be suppressed, (2) enhance the career dev.-,opment and

~technical qualification of enlisted transportation

~management supervisors and movemrent speciali sts, (3)

f [estabDlish uniform decision makina criteri a and reporting

procedures consistent with maximur personal involvement
17
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and decentralization, and (4) increase the responsiveness

to customers needs by personal commitment to providing

a needed service. The main thrust of the OD effort

evolved into supportive training measures to increase

the professional qualification of individual skill levels

and team performance. The approach achieved strong

personal commitment to job performance and created

an organic change in the organizational climate in which

growth, developmenz, and renewal were brought about as

a natural part of daily operations. The commander made

maximum use cf personnel resources by delegatinq decision

making to the level which could best assess the situation

and influence the pattern of activity needed to be

responsive to the requirement. In turn, the commander

freed himself to visit major commanders being supported

and was able to exert an influence over external factors

, having an impact on the organization's mission. Th

* overall effect within the unit was a contagious developing

of norms, sentiments, and values which guided individuals

and team members. High job satisfaction was attained

* as members felt that (1) they had an important job to do,

P (2) they were doing their jobs well and had someone to

turn to if they needed help, and (3) they were being

rewarded by appropriate recognition and from the personal

* 18
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satisfaction and esteem that comes from beino viewed as

a professional. While the above description and assess-

ments are subjective, monthly command performance reports

and two annual inspector general inspections confirm

the degree of organizational effectiveness achieved

during the subsequent two year period.

An OD Application at a Major Headquarters

The US Army Military Personnel Center (MILPERCEN)

was the organization selected for the first major test

cf the OD conce-, in an Ar! v unit. The Army' s commitment

to this pilot project surfaced in June 1972, and consultants

from the Systems Development Corporation formally commenced

the diagnostic phase in May 1973. The initial program

consisted of three phases: a diagnostic phase, a

developmental phase, and an evaluation phase. Consultants

used individual interviews, sensing sessions, and an

attitude survey as an extensive and integrated amoroach

in the diagnostic phase. A number of intervention

techniques were utilized durinq the develcomental phase

to include (1) intern training program to develop internal

resources to sustain the DD project, (2) action planning

workshops to improve the communication processes ant.

oroblem solving (3) commun cation planninc model to build

, 19
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greater organizational cohesiveness, and (4) team

buildina. The evaluation phase consisted of interview

data and written assessments of the developmental

20
efforts. While a wide variance existed in the degree

of acceptance cf OD within each directorate, success

was achieved in all endeavors.

The follow-on program retains the main thrvsc

of the original developmental effort. Fortunateiy,

General Mancinelli, one of the senior Army officers

who participated in the pilot test and a strn Or -

advocate, is the current Director of MILFERCEN's

largest directorate. During a recent interview2 i -.e

made the followino comments con':erning the long-term

efforts required to implement 0,7' and the adaptive

leedershiiz stile that ma., be rec-airob to achieve

organizational effectiveness:

In myv judgment, the curzerkc OE effort
(Valle OD b' the non-Army world) is
the infancy of a new era which will,
in the next decade relilace thc current
"scientific management' phi losophy now
prevelant in all forms of organizations.
As I would expiai-n it, OL is the i-tro-
duction of a n-mber oi new (d least new
ro tne Army 's formr of leadership)
concepts, techniques and strat2gies which
have grown out of behaviora.l sciences
study, research and appli2ation aimec
at irireasing organizational effective-
ness. Eere at !MILPE3RCEN, '.;e have

20
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had a concerted effort to implement OE
for more than three years and at times
I feel we have just scratched the
surface. The leader of any organi-
zation who decides to get involved
in the OE program must accept some
new tenets about himself and his
organization which are not widely
accepted in today's Army. One of
these new ground rules is that real
orcanizational effectiveness or in
combat arms terms "readiness" can be
achieved only if the leader can obtain

involvement of the whole orcanization
in that goal. It means leaders will
have to practice "foliowership." In
still other words, it means that the
organizational members help determine
how and then improve organizational
effectiveness rather than being told
how by the leader. What really happens
is that the leader delecates decision
making to the level where it belongs,
freeing himself to clay the leader-
ship roles commensurate with his

position. And how p)ease& the leader
will be when he sees the increased

effectiveness of his subordinates
resulting in his additional trust
and confidence in them. It is no
easy task to alter leadership style
and personal behavior to bring into
play practices which will stimulate,
motivate, and activate organizational
members. Yet if the leadership in
an oiganization cannot activate the
majority of its members to strive
for real organizational effective-
ness, then the organization will
never be truly effective.

SUMMARY

The OD concept and process evolved frin a humanistic

Interest and concern for 'j eoplc in organizations." It

21
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is a long term developmental effort whose central aim

is to intervene in a manner that activates and motivates I
members to improve organizational effectiveness. While

OD has been successful in numerous applications

(including DOD organizations) , it is no panacea or

'off the shelf" system for improving operational

efficiency, The needs of the organization and the

personal management philosophy of its top leaders should

be evaluated before attempting to implement an OD program.

Every professional manager should be familiar with

organizational development in order to consider it as

a possible management strategy to improve organizational

effective ness.
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